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MEMORANDUM POR THE RECORD

SUBJECT: Meeting on Agency Hanpower Planving and Control,
.13 July 155¢

PERBONS FRESENT: ¥r. Rocco Siciliano, Wnite House
Mr. Joseph Winsalow, White Houge
Mr. John Cerreoll, White House
Mr. Fred lawton, Civil Service Comxcissioner
Mra. Barbara Gunderson, Clvil Service Comulsslioner
Mr. Robert Macy, Buresu of the Budget
Mr. Frank Ecker, Bureau of the Budget
Col. L. K. White
Mr. Lewrence Houston
Mr. Goxrdon M. Btewert

1. Coclonel White started the proceedings with an explanation of the
purpose of the meeting, which he said was (1) to set forth the provlerms
confronting the Central Intelligence Agency as a result of the dispro-
portionate distribution of personnel according to sge throughout the
middie and higher grade categories, and (2) using this presentation as
a point of departure, to invite those sttending the meeting to express
their views concerning what remedies might be sought by the Agency. EHe
revieved the circumstances which influenced the rapid builld-up of the
Agency, &nd particularly the circumstances which accounted for the re-
cruitment, during the period of the Korean confiiet, of persocnel
predoninently in young sge brackets. | [then &iscussed
very briefly the mission of CIA, its role in the developuent of national
securitf policy and the principsl elements of its organization structure.

then conducted a briefing on the statistice) dimensions of the

2. Mr. Stewart summarized the implications of the statistical
materials which [ | had presented. He sald thet as the Agency Lad
explored more deeply how it might come to grips with the problem of
imbalance, it had become rather apperent thet the situation was not one
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yhich could be effectively solved sicply through an early retirement plan
along the lines of the Ellsworth formula. This plan {which provided for
retirement eligibility &t age 50 with full snnuity, upon conpletion of
20 years' Federal service, including st least 10 years oversess, conputed
at & straight 2 per ceunt factor) hed been discussed with seversl of the
meeting participants last year. Because of the age distribution of the
bulk of the personnel in the Clandegtine Services, combiped with the
general pattern of thelr length of Federal service, the propoesed early
retirement plan would in actusl practice be applicable only to & very \
small nusber of employees, and that only from 1964 on could we look to

rather clear that a two~fold approach was needed. In the first place, if
seemed necessgary to come up with a plan vhich would ensble the Agency to
bring its staff into reseomable bslance in terms of age, grade, and
egsential skills and qualifications responsive to operational requirementa.
Secondly, 1t would be necessary to assure that once g reascusbly pro-
portioned staffing situstion had been reached, that eppropriste means

| would be svallable and used to keep it that way. Mr. Stevart feit that

| the early retirecent legislstion previcusly 4iscussed would be an izportani
; element in the succegs of this second and continuing stage. Mr. Stevart

| then invited suggestions of how the Agency might best proceed in devel-
oping a legislative proposal to establiah necessary suthorizetions.

3. Mr. S8iciliano sgreed that the CIA hed a problem of imbalsnce of
personnel snd that our situatiocn seened to parsllel that of the Foreigo
gervice, except that we were several years behind the BState Department ia
terus of the iumpact upon its personnel management respongibilities,
ineluding the factor of personnel morale. He said that whatever the pro-
posal to Congress might be, it must be mede clear that the Agency is
operating an effective progras for weeding out incompetent and substandard

nnel and that the new legislation is oot couceived ns & means te |
sccorplish what the proper functioning of management should be able to i
accompligh. He sald that it was guite clear that the Congress had rejected
recent State Department legislative proposals for relief to correct 1ts
persounel hump situation primarily because the Btate Department hsd not
exercised its norusl obligation to separate its less effective officers
and that the benefits in the proposed legislation would therefore accrue
to pecple who actually should have been involunterily separated years ago--
in many cases early in their careers. Speaking more to this point, Mr.
gicilienc ssid Congress had developed a state of nind with respect to the
gtate Depertuwent problem which might encompass the Agency as wall unless
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we 414 everything we could to demonstrate that our situmtion wae not caused
by factors comparsble to those of State, perticularly stressing that our
problem 41& not develop as the product of poor management practices.

4. wr. Siciliano and Mr. Winslow said they falt that the Ageocy's
gituation might well warrant asking Congress to approve termination pay-
ments for those persons who were employed during the early 1450's and
would pot generally qualify for annuities. Mr. Lawton felt that the
Agency should blueprint vhat he termed an optimum organization within
which the staff would be proportionsd according to age, grade andt quali-
fications. A&ditionally, the plans should provide for an interin orgsni-
g¢ation vhich would be ocpermtive at variocus stages until the permanent
optimun organizstion would be realised. This master plan would be developed
i{n considsrable detail to show, for exarple:

{s)} Numbers of personnel who would be released with
separation payments at each grade level.

(b} Number of personnel relsagsed with anmiities at esch
grade level.

(¢} Definitieon of type of service to be given credit for
purposes of separstion payments; formulee for amount
of such payments, and related factors.

(2) Mechanisme for planning and control of future intake,
promotions, snd related actions essentisl to maintain
an optimum organization.

5. Mr. Winslow asid that it would be most impertant to show Congress

that the Agency would be in s position to plan and control recruitment and
promotion in order to keep the Agency in bslance in the future. He felt
that vhereas the circumstances of the Agency's rapid growth would largely
explsin cur present problem, the Congress would have to be assured that
any solution offered through legislation would be followed up with sound

manegement control.
6. Mr. Macy felt that tactically cousidered, s legislative propossl

for suthority tc realign the Agency's manpower and ac explanation of how
we intend to reduce total size would eppropriately fit into any discussion
at the next session of our need for an addition t0 the pew building.

Approved For Release 2002/06/25 : CIA-RDP62-00631R000300150004-0



Approved For Release 2002/06/25 : CIA-RDP62-00631R000300150004-0

7. Mr. Biciliano suggested that the Agency avold relating its
problem with the present hup problem in the Bavy Officer Corps since the
iatter situation has gensrated so much biltterness and friction within and
without the Nuvy.

8. Mr. Sicilisano wes most emphatic in his view that the Agency's
proposals to Congress must be in the farm of & single, unified plan, i.e.,
the suthoritiea vequired to invoke a course of action whereby the Agency
will be able to achieve a balanced staffing situstion, snd subsequently
the mesns for wmaintaining such a staff. He sald that soy other course
would assure Congressional disepproval since the Congress would went to
be fully sssured that whatever prucedures were put in effect to overcome
our problem would dovetail inte procedures to keep ths problem from
recurring.
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MEMORANDUM FOR THE RECCRD
BUBJECT: Conversation with Mr. Winslow on 16 July 1959

1. I seked Mr. Winslow whether, in his opinion, it would
be wrong for the Agency to plan 4o achieve & significant part
of its over-all net reduction in personnel by using the
retirement and the separation-with-terminal-annuity procedures
that we had described and discussed on 13 July. He replied
that there could bve no cbjection a8 long as net reduction in
the size of the Agency is s by-profuct of those measures
degigned to eliminate humps and to provide the Agency with =
continuing healthy distribvution and turnover of persounel;
however, 1f we were to teke our legislstive proposals forwerd
as the only solution to the problem on over-all refuction, we
would get nothing but reslstance and ceriticism. The reason for
thie ies that the Director has agreed on seversl occasions to
schieve & reduction in the gize of the Agency, and many pecple
in the Executive Branch look to him t¢ acconmplish this on the
basis of his present authorities.

{ ROTE: 1 interpret Winslov's statement and other
remarks along thie gemersl line made by
Macy and SBiciliano to mean that we should
be preparad gt the time we go forwvard to
demomstrate that we are indced alrealdy
doing something about sttritlen and the
selecticn-out of dead wood. )

2. ¥Winglow then said that Macy hal called him snd had
made the following polinta:

8. m kave been present at the
meeting on .

b. CIA is tou proue to compere iteelf with the
Foreign Service and with the military services (the :
{mplication being, I take it, that CIA cught to regard r
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BUBJECT: Couversation with Mr. wimslow on 16 July 1959

1tselfl =more like the established line agencies that conduct
their sffsirs under the normel Civil Service procedures. )

€. The problem reised by us on Mooday is comuon to
uost of the Covermment and presumebly CIA should st most
participate in some govermmentwife solution to this problew:.
(Winslow sald that he 414 not mgree with this at all. There
sre paints of similarity between our problems and problens
elsevhere, but, in his opiniocs, CIA should certainly forge
ahesd 0 work out its own solution.)

4, That CIA should get rid of its PeOple by taking,
for exazple, mlmmlmxwmmmm
assignments in Africe, the idsa being that they would quit
rather than accept such assignments.

3. Vinalow said that he rexdnded Macy that the proposal for
hump legislation authorizing us to retire snd separste people was,
iz fact, proposed to the Poreign Service by Roger Jones when Joneg
wag Deputy Chief of the Bureau of the Budget.

k. Winslow said that in his opinion the Forelgn SBexrvice
sslution to the problem of personnel management has sone very
serious buge in it. To illustrate: take sn isosceles triangle
and congider this o be a picture of your Personnel situation. You
should be able t0 drav parsllsl lines from points near the peeir
m.mmmmmmmwmelatmemgm
levels inclosed by this jet-sheped figure as your bhard core. You
would expect theoepeopletoyromutw&thntq, and 1t they
fall to progress you would either place them over in oue of the
side triangles or separate them. The trouble with the Foreign
Service is that they have everybody in the iscsceles triangie
trying to move toward the top, and if they fail to move the only
soluticn their system offers is separmtion.

( SOTE: Winslow's description of the organization
of personnel for the purposes of pramotion,
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SUBJECT: Conversation with Mr. Winslow on 16 July 1959

pelection for highsr positions, or selection out,
sppeals to me. The two side triangles take into
account the careers of such people as accountants,
interrogators, transalators, etc., vhom one would
not expect to move p, snd those in the central
section are your JOT's, your IDI and IIFP intelli-
gence officers and your DDE executive types.

There is no doubt but that the structure of the
central core mist be carefully managed and provide
for advencement, competition and selection out.

In the two side triangles your principal concemrn
is adequacy of performance in terms of the job
with no up or ocut requirement.)

T revart
Gordon M. Stewart
Director of Personnel
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